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REPORT SUMMARY

The purpose of this document is to report on the
findings 0f a study conducted 1n New Brunswick in the Spring
of 1993. The study investigated the experlences of twenty-
nine women educators who had elther obtained a position or
who were actively seeking a position in educational
administration.

women educational administrators make up approximately
twventy-five percent of all administrators in the Anglophone
school system. The largest percentage of these female
administrators are in rural school districts in kindergarten
through grade six schools. Both the New Brunswick
Department of Education and the New Brunswick Teachers'
Assoclation have indicated their support for strategles
designed to increase the percentage of women in positions of
educational leadership.

This study was deslgned to 1lnvestigate some of the
reasons for the relatively low percentage of women in
positions of educational leadership in the province.

Through semi-structured, in-depth interviews, particlipants
vere asked to describe thelr experlences in obtalning
positions in educational administration.

0f the twenty-nine women who participated in the study,
nineteen held administrative positions at the time of the
interviews. The majority were vice-principals in one of the
smaller school districts. Participants had, on average,

sixteen years of teachling e.perience but only three years of
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administrative experience. HNone of the participants had
entered teaching with the aim of becoming an administrator
and most had not considered a career in administration until
it was suggested by someone else. Taking graduate courses,
being involved in and holding office in prof:ssional
organizations and "on the job" training were listed as the
most useful methods of preparing for administrative
positions.

Many of the participants indicated that, because they
were women, they brought special skills and attributes to
the role of educational administrator. They identified
themselves as "people people" with leadership styles built
on collaboration, team work, good communication and a
readiness to express appreclation and encouragement. Their
major focus was on providing the best possible environment
for the students in the school.

Only two of the participants who held administrative
positions felt they had experienced barriers or obstacles in
their search for their administrative positions. However,
most participants described a number of situations in which
the attitudes and perceptions of both fellow teachers and
community members could act as barrlers to operating
effectively as an administrator. Most frequentlf mentloned
was the perceptlon that educational administration,
particularly at the junlior high and high school level, was

not a woman's Job. Some partic.pants felt there were a
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number of capable women who were not considering
administration as a career.

Although the percentage of women in positions of
educational leadership in New Brunswick is increasing,
incentives at both the provincial and the local school
district level are still needed in order to encourage women

teachers to consider careers in educatlional administration.
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women In Educatlonal Administratlion in New Brunswlck 1is

a study which was devised to examine the reasons for the low
representation of women in positions of educational
leadership in the province of New Brunswick. Figures for
(1992-1993) indlcate that the percentage of women holding
administrative positions in the Anglophone school system is
twenty-six percent, yet the percentage of women members of
the Wew Brunswick Teachers' Association (NBTA) is sixty-one
perxcent.

A recent NBTA study (1992) Indicated that in spite of
concerted efforts to provide leadership training sessions
and financial incentives for women to qualify for the
Principal's certificate there has been 1little change in the
number of women administrators since 1973. As of September
1992, in the province as a whole, two hundred and eighty-two
males and one hundred and twenty-seven females held
Principal's Certificates but did not have administrative
positions (Sheehan, 1993). Figures for the Anglophone
school distrlcts are two hundred and twelve males and
eighty-five females (Sheehan, 1993). As a result, both the
NBTA and the Government of New Brunswick has identified
encouraging more women to seek posltlons of responsibllity
in educatlonal administration as one of their priorities.
In March 1993 the Department of Education announced that
tuition costs would be paid for women students, back-dated
to Fall 1992, for all courses leading to the New B;unswick

Principal's Certificate.
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The purposze of the study was to find out what
encourages, motivates and supports women teachers in New
Brunswick to seek training for educational leadership, apply
for positions in educational leadership and remain in
leadershlip positions. The possible existence of barriers to
obtaining and remaining in leadership positions was also
examined. The initial phase of the study <onsisted of a
review the Department of Educatlon statistics and a review
of the literature on incentives and barriers for women
seeking poslitions in educational leadership. 1Interview
questlions were devised from this review of literature. The
second phase of the study consisted of in-depth interviews
with women educators in New Brunswick who had attended the
New Brunswlck Centre for Educational Administration \NBCEA)
Assessment Program between 1988 and 1992. The third phase
of the study will be follow-up interviews with the
participants in three, five and ten years' time.

A study of this nature is important at this time
because results from the study can be used to suggest
approprlate motlvators, support systems and encouragement
for women teachers to seek training for positions in
educatlional administration. Existing barriers can be
identifled and broken down.

urrent Situation in New Brunswick

A revliew of the Department of Education School
Directory (Department of Education, 1992) revealed the

following statistics.




Takle 1: Provincial Perc:enta_\qes'of women Administrators

Administrator Anglophone Francophone Total
Superintendent 3/12 25% 2/6 33% 5/18 27.7%
Assist. Sup. 4/16 18.75% 1/8 12.5% 4/24 16.6%
Supervisor 19/51 37% 28/47 59.5% 47/98 47.95%
Principal 55/268 20% 37/143 25.8% 92/411 22.38%
Total 81/347 23% 68/204 33.33% 148/551 26%

Over the past few years women héve been appointed in
growing numbers to vice-principalships. Table 2 indicates
that the percentage of female vice-principals has increased
steadlily since 1388. However, the percentage of women in
the teaching profession overall has also increased so the
total number of female vice-principals must continue to rise
just to maintain the status quo (see Table 3) (Paulette

Moore, personal communication, May 1993).

Table 2: Percentage of Female Vice-Principals in Anglophone
Districts

Year Total V-P Male V-P Female V-P % Female V-P
1988-89 208 165 45 21.69
1989-90 208 160 48 23

1990-S1 217 159 58 26.7

1991-92 226 160 66 29.2

1992-93 220 149 71 32.27

Source: Department of Education School Directory 1992-1993




Table 3: Percentaqe of Female vice-Principals and Female
Teachers in Anglophone School Districts

Year Total Female Male Female Percent
Teachers Teachers Teachers Total of of
Percent Female VP

1988-89 5463 3287 2176 60.16% 21.6:%
198%-90 5474 3327 2147 60.77% 23%
1990-91 5543 3390 2153 61.15% 26.7%
1991-92 5757 3635 2122 63.14% 29.2%
1992-93 5757 3660 2097 63.57% 32.27%

Source: New Brunswick Teachers' Association

Table 4 shows that the number of students in schools
with female principals. Aas the age of the students rises
the percentage in schools with female principals declines.
Older students have less chance than younger students of
seeing women in positions of educational leadership and of
being influenced by women leaders.

Table 4: Provincial Totals by Grade Level f£>3r students with
Female Principals

Grade Level Total Students fage of Total

Enrollment with Female with Female
Principals Principals

Kindergarten 5,841 1,396 23.9%

Grades 1-6 41,723 6,543 15.68%

Grades 7-9 22,110 2,315 10.47%

Grades 10-12 23,980 2,119 8.86%

Provincial

Totals 93,193 12,373 13.28%

Source: New Brunswick Teachers' Association




Table 5: Percentage of women administrators by aAnglophone
school District

District Superntd. Ast. Sup. Supervir. Principal Total
2 F M/M 2/5 4/33 7741
14,588 100% 100% 40% 12.12% 19.51%
4 M M 1/2 4/19 5/23
6,025 0% 0% 50% 21.05% 21.73%
6 M F 1/5 3/18 5/25
8,708 0% 100% 20% 16.66% 20%
8 F F/M 5/7 12/50 19/60
15,622 100% 50% 71% 24% 31.66%
10 M M G/6 5/18 5/2¢
4,83-6 0% 0% 0% 27.77% 18.23%
12 M M 1/1 2/14 3/17
4,981 0% 0% 100% 14.28% 17.64%
13 M M 1/4 7/21 8/21
5,080 0% 0% 25% 33% 29.62%
14 M M 2/2 3/9 5/13

’ 3,016 0% 0% 199% 33% 38.46%
15 M M 1/3 3/10 4/15
3,008 0% 0% 33% 30% 26.66%
16 M M/M 1/4 3/23 4/30

| 8,147 0% 0% 25% 13.04% 13.33%
17 F F 3/17 2/18 7/21

l 5,731 100% 100% 42.85% 11% 25.92%
18 M M/M 1/5 7/35 8/43
13,515 0% 0% 20% 20% 18.60%

Source: New Brunswick Department of Education sSchool
Directory 1992-1993
If the percentage of female administrators in the
{ Anglophcne school system is examined by school district

[ (Table 5) it can be seen that the larger percentages of




female administrators are in the small, rural school
districts. 'The Implicatlions of these flgures are 1lmportant.
The majority of the female administrators are in the rural
districts of the province and are leaders of K through 6
schools.

The New Brunswick Department of Education unveiled
plans to address this situation. Program summarles from
Excellence in Educatlion (1992) indicated that the Minister's
Advisory Committee on Women's Issues in Education would work
with the Department of Education and the New Brunswick
Teachers' Assoclation to implement strategies for increasing
the number of women in educational leadership positions.

One of the suggested strategles was to establish bursaries
to assist with the cost of obtaining a Principal's
Certificate. 1In March 1993 the Department of Education
announced that tuition costs would be pald to women
students, back-dated to Fall 1992, for all courses leading
to the New Brunswick Principal's Certificate.

The New Brunswick Centre for Educational Administration
(NBCEA), provides the National Assoclation of Secondary
School Principals (NASSP) Assessment Program for educational
leadership candidates. 1In order to attend participants must
be supported by thelr school boards. It should be noted
that women tend to perform better than men in the assessment
process (Schmitt & Cohen, 1990). Other agencles have
addressed the issue of the low representation of women in

educational leadership and attempted to suggest ways of




addressing the lack of women in leadership positions (NBTEA

¥Women's Issues Committee, 1992).

Incentives and Barriers: A Review of Ljiterature

Much of the literature on women in administration has
focussed on barriers, though studies can be found which
identify incentives and supports. Hoffman (1991), in a
survey of slxty-seven female public school leaders,
identified a number of factors which might be considered
incentives or supports for asplzring female public school
leaders. These factors included family support and
encouragement, advanced level graduate study, particularly
at the doctoral level, above-average communication and
interpexrsonal skills and mentoring and networking
relationshlips.

Networking and an effective communlcation system was
described as important to women seeking school leadership
positions in other studles. Evetts (1987) identified a
network of good contacts and a supportive school district as
two essential factors in becoming a school principal. A
supportive senlor administrator, who recognized talents and
provided opportunities for experlience and growth, was found
to be one of the important factors iIn the career development
of the four women educators participating in a study by
Young (1991}).

In a study on administrative selection in Oregon in
1977-78 Schmuck and Wyant (1981) found that stereotypes of

what was conslidered women's work and man's work was a




powerful predictor of a woman's chanres of obtalning an
administrative poslition. Special recrultment efforts,
however, could increase a woman's chances of being selected
for an administrqtive position.

Benn (1989) suggested there was a need to challenge the
assumed qualitles needed for positions of authority. Was,
for example, hardness, ruthlessness, competitiveness,
objectivity and detachment to be preferred for an
educational leader over humanlty, cooperation, humanistic
management and social senslitivity?

A number of factors have been identified as barriers to
women obtaining positions in educational administration.
These barrlers include poor self-image, lack of confidence,
lack of aspiration or motivation, lack of support and
encouragement, home and family responsibilities, lack of
preparation or experience, the effects of socialization and
sexX discrimination in hiring practices (Shakeshaft, 1989).
Kanter (1977) found that the structure of an organization
limits the aspiratlions of its members. Wwhere people belituve
themselves to be limited by the structure of the
organization they limit their own aspirations.

Other studies which have analyzed factors which help
and hinder women obtaining administrative positions in
education suggest other factors should be considered.
Attfleld (1991) concluded that the professlional:
soclalizatlon process played a key role in determining

vhether women obtalned administratlive positions. Within the
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school system studies, Attfleld found that the primary focus
was on the formal soclalizatlon practices rather than on the
informal soclalization practices. Yet the informal
soclalization practices were found to have a great deal of
influence on administrative candidates during the
anticipatory stage. There was a need to understand the
informal socialization process (Attfield, 1991).

Women aspirants for administrative positions studied by
Edson (1981) cited lack of experience as one of the barriers
they faced. These women felt they were in a double-bind.
They were told in interviews that they could not be hired
because they lacked experience yet they were glven no
opportunity to gain that experience because females were not
seen as appropriate candidates for adminlstrative poéitions.
Men appeared to be selected oa potential but women had to
prove themselves before they could be selected. They saw
themselves caught in a viclous circle.

Rees (1991) examined the perceptlion of school
superintendents that there was a lack of qualified fenale
candidates for poslitions of educatlonal administration and
found that candidates did exist and that thelr number was
growing. Smith (1991) found that the number of female
candidates completing the Ontario Principal's Certification
had risen from about thirty-eight per year to over ten times
that number by 1987. Rees (1991) proposed two reason for
the under representation of women in administrative

posltion. Flrst, institutional criteria could prevent women
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from applying and block women from winning the competition.
Second, individual vomen, as products of soclety, the
educational system and their own unique cﬁaracteristics,
could be reluctant to apply for leadership positions.

The conclusions reached by Robinson (1391) in her
examination of the reasons for the low percentage of women
in leadershlip positions included: 1) most women entered the
teaching profession because of personal motivation or
socletal pressure, 2) few women percelved themselves as
leaders and most pursued administration on the encouragement
0f colleagues and mentors, 3) the women failed to develop
career plan, 4) the most commonly cited percelved barriers
were gender-bias and family responsibilities and 5) many
women experienced feelings of guilt and insecurity regarding
thelr personal lives. Shakeshaft (1989) believzs that all
these barriers can best be understood if they are analyzed
through the framework of the male dominated and male defined
world of educational administration.

The Women in Administration in New Brunswick study

What are the experlences of women who wish to enter
educational adwinistration in New Brunswick? What factors
assist women in theilr search for administrative positions?
Are there barriers or obstacles to thelr achleving thelir
goals? 1In order to answer these questions a study was
devised which examined the experlences of a group of women
teacliexrs who were searching for or who had obtained a

position iIn educational adminigtration in New Brunswick.
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Location of the Sample

The forty-three women vho had participated in the New
Brunswick Centre for Educational Administration Assessment
Program from 1988 through 1992 were contacted by the
Centre's Director and asked if they would agree to
participate in the study. Twenty-nine or sixty-seven
percent agreed. Each participant was then contacted by the
researcher and a time for an interview set up. The time and
location were chosen by the participant. Each participant
was promised confidentiality and anonymity.

This group of women was chosen for two reasons. Thelr
participation in the NBCEA Assessment Czntre could be taken
as an indication of thelr willingness to search actively for
an administrative position and, as their school boards were
responsible for funding their participation in the
assessment Centre, they were the individuals receiving
support in their career goals, at least to the extent of
participating in the assessment process.

Data Gathering Methods

Semi-structured, in-depth intexviews were used tec
obtain data for the study. Interviews lasted from twenty
minutes to two and one half hours and consisted of a serles
of open-ended questions which were developed from the review
of literature. These questions asked for demographic
information, information on initlal interest in educational
administration, support, encouragement and motivation to

obtain a leadership position, the presence of any barriers
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to obtalning administrative positions and future career
goals. Although there were speclific questions, informants
wvere invited to talk about any other issues they wished to
ralse. A separated schedule of questions was developed for
people who were still searching for or training for their

first administrative positions. 1In addition, each

participant was asked 1f she would be willing to participate

in a longitudinal study over the next three, f£lve and ten
yvears. All participants agreed. 1Interview tapes were
transcribed and the transcription veriflied by each
participant.
Results

Participants

Twenty-nine women educators volunteered for the study,
representing sixty-seven percent of the women initially
contacted by the Dlrector c¢f the NBCEA. Twelve (41%) were
vice-principals and nine (31%) were classroom teachers
looking for administrative positions. Three (10%) were
Central Office administrators and three (10%) were
principals. The other two were Methods and Resource
teachers. On average the participants had sixteen years
teaching experience and three years in the current
administrative positions. There was at least one volunteer
from each Anglophone school district 1In the province. All
school levels were represented and there were volunteers
from urban, suburban and rural areas. The average years of

teaching experience of these administrators was sixteen
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years but the average number of years spent in
administrative positions was only three years.
Initial Interest in Administration

Most of the participants had not considered applying
for administrative positions until it was suggested by
someone else. The encouragement came most frequently from a
colleague in a school administrative position.

. . the vice-principal at the time transferred and,
actually I hadn't given it much thought, but the
principal at the time suggested and a few other
teachers asked me whether I was going to apply for it
and I hadn't given it much consideration. And then I
thought, well, maybe I should.
some of the participants remember becoming !interested

in administration as a result of taklng on some
administrative responsiblilities. The princlpal of a small
rural school was to be away for three months and the
district asked the teachers to take on the administrative
tasks.

. . there were two of us interested in doing that
little bit extra. And it was almost like getting
hooked . . . And I let them know I enjoyed what I had
been doing and 1f something should come up . . . I
would be interested.

Wwhen a principal announced at a staftf meeting that a
position was coming vacant, one vice-principal remembers
thinking

. « I could do that, I would like to do that.
Really, that's the first that I even thought about
being Interested in it.

Another particlpant had a vision of what a school could

be and how it should be run. The desire to bring this

vision to reallty lead her to administration.
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It wasn't with the person sitting in the office, 1t was

out there being with teachers and being with kids, and

listening and looking and learning everything.

Not one of the participants indicated that she had
entered teaching with the aim of becoming an administrator.

Preparation for Administration

A number of activities were listed as good preparation
for administrative responsibility. The most frequently
mentioned was studying for and obtaining a Masters degree
and a Princlpal's Certificate. Also listed as important was
the experience gained from involvement in professional
groups. Holding office in a professional organization or
community group had given a number cf the participants an
opportunity to practice leadership skills.

I've done other things outside school that are

leadership things. 1I've been a dlrector for NBTa,

different positions in the district, vice-president,
president, secretary, all of those positions. 1I'm on
an advisory committee for coaching.

A number of districts had initiated Leadership 2000,
one strand of which could be a serles of developmental
workshops on educatlional administration. These workshops,
along with other workshops such as Women in Administration
in New Brunswick, were instrumental in helping women
adnministrators prepare for thelr roles. Many paxticipants
credited the NBCEA Assessment Centre with providing them
with valuable feedback which helped them prepare for the
role of administrator.

Going to the Assessment Centre was probably a good

experience iIn that it let me know some of the areas
that I thought I was better at than I actually was . .
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it 414 allow me to questlon certain things and say,
"well, maybe you're not as wonderful as you thought you
vere." So it pointed out areas of strength.

Many of the vice-principals felt their principals had
provided them with valuable on-the-job training during the
first months in the position.

I1f he gave me something to do it was always kind of
breaking me in easily---"this 1is what I'd like you to
do" . . . "Here, I'm golng to gilve you this file that
wve have been keeping on this for the past two or three
years and it will kind of give yvou an idea of where to
go and how to begin and all that sort of stuff. If you
have any questions come and ask and I will help." And
for me it was almost like an Internship. But I learned
more I think from on-the-job than I might have learned
in other schools from other principals.

l I had a very supportive principal at the time . . . he
spent a lot of time with me as far as assisting me with
things that I needed to do. And he was very good as

l far as giving me responsibility . . . he had me
timetable . . . Actually it was more of having to learn

l things that I needed as I wenat along.

I have a principal who is very supportive, who has been
in administration for a while, who has gone through a
lot of the rough times, we all do, but is willing to
say, okay, you're good at this, I'm good at this, let's
share those talents and work together rather than
trylng each of us to work on our own thing and not
support each other.

A background in special education and guldance and
counselling were considered helpful, if not essentlal, for
being an administrator. 1In the words of one vice-princlpal,

what 1s it if it isn't guidance? 1t's guldance of

parents, guldance of teachers and gquldance of kids.

And not that we should do the counselling but if you

have that frame of reference you react differently in

situations.

Two of the participants mentioned that "belng a woman"

and ralsing a family was excellent preparation for being an

adminlistrator. A central office administrator spoke of a
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more senior administrator helping her reallze that she
already had the skllls needed to do the Job.

one principal described the role she played in
developing strengths within her staff. She emphasized the
importance of delegating responsibility to all members of
staff.

If there 1s @ barrier I guess it's people not being out
there and knowing the strengths of people that are with
them in the building to encourage them to take these
leadership roles. Perhaps there are not opportunities
delegated to individuals who have particular strengths
within the school to take leadership roles. I belleve
that 1f a school only has one leader it's 1ln great
trouble because nobody can be a leader in everything.

Obtaining the First Administrative Position

In discuszing the factors which contributed to their
obtaining thelx first administrative position the term
"luck" appeared again and again.

I happen to be one of those people who are really

lucky. I happened to be in the right place and the
right.

Thls gquotation is typlcal of statements that were made again
and again throughout the interviews. 1Individual strengths
and talents were not mentioned at first.

After prompting from the researcher, "what else,
besides luck?", hard work, good communication skills and
abllity to get on with other pecple were mentloned.

I think I'm a good listener. I work well with people.

I'm not here for ego purposes---put me on a pedestal

type of thing. I 1like working with people and trying

to bring out the good things in them, making them feel

like they're contributing. I think for me that lis
belng a good administrator.




With the emphasis in the province on recruiting women,
unsuccessful male candidates can protect thelr egos and
console themselves with the thought that they are victims of
sexual discrimination.

. . . the occasional sour grape---in the fact that the

reason you got the Jjob was because you're a female---

but, for the most part, everyone was quite supportive
and enthusliastic.

Most of the people---I heard---who were annoyed that I

got the position because I was female were men--~other

people who felt they were equally well gualified and
the determining facter was that I was female.
Or maybe the best applicants, rather than the best male
applicants are now being appointed to administrative
positions.

Perceptions of Self as Administrator

All the participants mentioned the importance of
collaboration, teamwork and good communication in the way
they approached thelr jobs.

I'm very much a committee person and so I communicate

in a committee situation and I £ind that male

principals that I've worked with tend to be a little

bit more authoritarian and talk down in communicating .

. . The positives and negatives are there for both

sides. My way takes for ever and when you have to have

a certaln declsion by a certain deadline, my way

doesn't seem to work but that's what I'm comfortable

with.

Most of the participants spoke of the importance of
being involved with students and believed the most important
part of thelr work was educating students. One or two felt
ambivalent about seeking administrative positions which
would take them further away from students. Aall of the

participants talked in some way of being teachers first.
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This point was wmade by a vice-principal who was beling urged
to apply for a principalship. She was resisting because as
she watched her principal she noticed
I see him being very, very removed from teaching
children. I sometimes see his Job almost as a plant
manager. And I don't want that.
In some cases the philosophy of communication and
ccllaboration was seen as a woman's approach, suggesting
that men and women brought different perspectives and skills
to administratilon.
I £ind there's a good balance between having a male and
a female persona in administration, whether principal
or vice~principal, either one. There are always people
you have difficulty dealing with no matter what your
style so i1f there are students in this school that I
can't deal with maybe the principal can deal with and
visa versa. He'll come to me and say, "Look, I Jjust
don't know what to do with this kid, I've tried
everything and I can't get through to him." and 1'll
say, "Look, I know thls and this about thls kid and 1
think we should handle it differently." And, 0.K.
we'll do that. It's a nice combination rather than
sticking to one method of treating everyone the same.
A difference of approach was seen in the abllity to be aware
of and take care of detalls. The suggestion was made that
women found it easler to say, "Thank you" and express
appreciation.
women f£ind 1t easier, a lot of times, to be inviting
than men. I don't think we're as threatened by saying

to someone, "I think you did a goed job" or "Thank you,
I appreciate that."

Doing a jood Job was very important to these women
administrators. Putting in time and effort was something
they did as a matter of course. Many spoke of wanting to do

everything possible to improve the Job they were doing.
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Barrlers

when asked directly whether they had faced any barrlers
or obstacles to obtaining administrative positions, most of
the respondents made comments similar to these.

I have to admit that I've been very lucky. I can't
personally say that I have, because being a fenale,
that I have met any barriers.

No. None that I can think of. Even though we had
changed superintendents and went from a female to a
male it didn't make any difference thare whatsoever.
My principal is very supportive of females belng in
administration and he tries to encourage people,
females in particular, to take positions of
responsibility. I really can't think of any.

Gee, I don't think so. I really can't think of
anything that was a barrier, 1f it was a matter of
applying for all the Jjobs that I've gotten and belng

l successful in getting themn.

No, I really didn't. And it's partially a refection on
this school district. I believe that they encourage
all of their staff to, like my mother, go forward and
do the best they can.

I've been very fortunate in that I have had a lot of
support. I know that's not the case in every school.
But anything I want to do I'm encouraged to do and
more.

The women who did believe there were barriers spoke in
these terms.

I think there are barriers right now . . . If you are
married and a woman, then you are expected to follow
your husband.

right now here we're male dominated although we
have women in certaln positions but we're still male
dominated.

In applying [for a position] probably. If there were
six board members I suspect that there was at least one
that felt that this shouldn't be a female
administrator, especially the top position, so to
speak. Of the others, I think they felt strongly that
. . there should be a male counterpart. That there
shouldn t be two females. I don't think they would
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express the same concern that there shouldn't be two
males.

However further discussion with the women who felt
there were no barriers to them personally revealed that
there were situations which exlisted that could work agalnst
thelr obtaining a position or functioning effectively in an
administrative position. A vice-principal discussed her
wish to obtain a principal's position and her current
principal’s reaction to her goal.

This is his thirty-fifth year in teaching and I think
that he sometimes would question whether I would be
forceful enough because he's got a definite attitude of
vhat the boss 1s that I don't necessarily see the boss
being.

A teacher who wanted to become an administrator saw
taking university courses as a barrier.

You've got to go back to school and learn all these
things . . . I'm not exactly sure that the things that
you would learn in university are really sort of
applicable to what's in the real situation.

Another participant felt that the attitude of some of
her professors at university had been condescending. While
the professors might not dlrectly influence the hilring

process they could cause indlviduals to doubt thelir career

aspirations.

A couple of professors that I took courses from I found
to be a little bit time set back in the fifties . . .
there were a few that I thought even though they're
teaching in the 1990's had it in the back of their
heads somewhere---this is a man's game and we'll pay
you llp service and we'll include you in our courses
and we'll give you a Masters certificate, the degree
and the whole bit---but I still sensed very much that a
few of them were rather condescending and I don't even
think they were aware of it. I really think 1f I asked
them they would consider themselves very enlightened,
current up-to-date men.
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The perceived need to have contacts among those

responsible for hiring was also described as a barrier.

It's very political . . . if you don't know someone On
the personnel committee, forget it . . . I see that as
an obstacle because I am not a politically oriented
person and I see no reason why I should be nice to
someone for a year or two just to get a Job.

A central office administrator described her
frustration at trying to get women teachers to apply for
vacancles in the district.

But no luck with those three ladies and that's kind of

sad. Because they would be excellent people and they

just thought, "Well, you know, I Just can't do it, I

can't listen to the hassles, I couldn't put in the

time."

Obstacles and barriers experienced on the Job took a
number of forms. The most frequently mentloned was the
effect of the perception, particularly at the junior high
and senior high school level, that women could not cope with
all the demands of the position. They were hired because
they were women and not because of thelr talents and
therefore were bound to be ineffective. A perception that a
senior high school or junior high school administrator had
to be a "tough guy" contributed to this perception.

The only negative thing is the perception around here
that women get the job. And maybe that 1s a barrier
for actually carrying out your Job more than getting
the position because some men have the mind set that
women cannot do the job . . . but glve credit to the
men who came up to me after a year and saild, "You've
proved me wrong. Darned glad to have you around."

For example, there will be discipline problem

downstalrs or whatever and they'll buzz up at the

office and the other two male administrators are not
there but she is and they say, "Well never mind." So

her authority 1s being undermined in that particular
incident. . . . I £ind the male staff particularly
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have that attitude. The female staff does not have
that attitude.

In rural areas women administrators, as women in

authority, were not always readlly accepted.

I find sometimes the bus drivers will bring in
discipline problems and I suggest an alternate---they
really don't like taking direction from a female.
There's a tendency 1f the principal is here to take the
problems to him because he's a male even though I'm the
one that's been on bus duty. And [the principall] sends
them in here and they seem to be a little embarrassed--
-that they have to bring a discipline problem to a
female. So that's probably a barrier.

A principal described her experliences as the only
female at princlpals' meetings. Wwhile the male principals
offered to help her and were willing to glve advice when
asked, she sensed thelr resentment when she offered ideas
and suggestions @t meetings and appeared to take her
responsibllities more seriously than they thought
appropriate.

I was the only female at the principals' meeting. I
never in my life felt such a strong "old boys network"
attitude belng displayed although surface conversations
and so on were always pollte, colleglal and "anything I
can do to help you"™ . . . it would be rolled eyeballs,
or at coffee breaks, "What's with you today, lay off,
wve don't want to be here all day. This 1s only a
morning meeting."

The perception that a Central Office administrative
posltion was a reward for service was also apparent.

One of the key things was they felt I was very young to
get this position and I guess I never thought of myself
as being that young. I never thought that
administrative posltions were for old people. Some
people felt that way. That it was a reward for after
80 many years of service. I guess I've never felt that
wvay. That was a shock when people started saying that.
But people obviously perceived that. That you paid
your dues and there was going to be this reward.
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¥hy So Few women in Administration

The participants were asked why they felt there were so
few women in administration in the province. The most
frequent response was that women still tock on the major
responsibility for the home and family.

I think in the past soclety has lead women to take the
homemaker role and that you had to put your children
first. I don't have any problem with that. I think
your family is important and does come first. I think
a lot of famillies expected that women to go into
nursing, teaching or secretarial work---all women's
jobs. I think it's changing.

I1f women teachers are really interested in
administration I don't think the barriers are
financlal. I think a lot of the barriers, especially
to married females come from the expectations that they
have in their family lives because it does take time.
I've got to be able to go to meetings in the evening.
I've got to be able to go away to conferences. Not
every conference is held in the city so you've got to
have a husband and support system in place so that if I
have to go to B.C. for a week I can do that without
causing me a lot of stress. And I think that is one of
the major obstacles.

The perception that administration was a male
profession also held women back from conslidering a career in
educational administration.

I think it's very much a personal woman's mindset of

teachers. . . . I see many people who are really
capable of doing this but it's a sense of they don't
even think of it. . . . Then they think, "Oh, who

needs the hassle" because they've got these other
demands and a lot of people who go into teaching do it
because that's what they want to do most is teach. and
they don't want the paper work and they don't want
those other things.

It's not by and large what most teachers see themselves
as doing, being administrators. They see themselves as
being teachers and I think it's something that most
pecple have the basic kinds of skills probably in
teaching to become quite able administrators. Because
it's an extension of those same sk'lls that make you a
good teacher that make you a good administrator too.
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I still think many women see it as a "gquy job",
especlally principals.

Attitudes to Special Incentives for Women

The participants were also asked for thelr views on the
latest government incentive of providing tuition bursaries
to women who wished to take courses towards thelr
Principal's cCextificate. Most of the women were against the
incentlve or had ambivalent feelings about 1t. The comments
below are typlcal of the reactions.

I have some problems with incentives for women golng on
to learn. I think they need to be encouraged to go and
maybe the financial is needed. I don't think someone
should be given a Job just because they are a woman and
I don't belleve they should be denied one because they
are a woman. I think 1i1f applicants apply for a job the
best one should get it, man or woman. And that bothers
me when they say, We have to glve it to her because
she's a woman." I don't think that should happen. Ve
should be treated equal.

I think we have to think of other ways of getting women
into those filelds. I think 1t should start in grade
school and work its way through.

Howvever, a single parent saw the bursary as a way to

finally earn her Certificate.

I am a single parent and I have two children. I'm
thelr total support. I don't get any other outside
maintenance support or anything for my children. 1It's
just me. And it's not always easy financially to
declide, well gosh, I'm going to go and take this course
because my money is pretty tied up, making sure my kids
have stuff, my mortgage payment and those kind of
things, even this 1s golng to make it a lot easier for
me. :

Future Career Plans

All participants spoke of the Importance of teaching to
their career lives. 1In addition, wanting to learn as much

as possible from the current Job came across as a priority.
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0f those women who had made career plans for the future or
who had career aspirations spoke of wishing to becone
principals or principals of larger schools. Three women
were hoping to become supervisors in the area of curriculum
development at the district central office and one vice-
principal planned to obtailn a PhD and become a university
professor, teaching preservice teachers. No one mentioned
wishing to become a superintendent or an assistant
superintendent. When asked about these positions, one
principal rejected the 1idea.

No, and you know why? I can answver that real easily.

Because I've seen friends of mine who are in those

positions and they don't get out to be with people.

Discussion

The preliminary results of this phase of the study
appear to be consistent with much of the literature. The
length of time spent in teaching as opposed to the length of
time spent in administration is a different proportion than
would be found in a comparable group of male administrators.
Female teachers spend longer in teaching prior to obtaining
administrative positions than do male teachers. The
majority of the female administrators were at the vice-
principal level, and in kindergarten through grade six or
nine schools in the rural school districts of the province.
Similar findings have been reported by Edson (1988) and
Shakeshaft (1989).

The tendency to attribute success at gaining an

administrative position to luck rather than personal talents
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and strengths and the initial interest in administration
being the results of encouragements from others are also
found in other studies. These perceptions by the
participants may be a reflection of their soclalization in
an era when women did not "push themselves forward"™ or see
themselves as leaders.

Most of the participants had not considered applying
for an administrative position until it was suggested by
someone else. This suggests the possibility that there is a
difference between the career goals of the majority of males
versus the majority of females who enter teaching. It may
be that most men enter teaching in order to become
administrators while most women enter teaching in order to
become teachers. It may also indicate that women do not see
administration as a "path upwards".

Strategles for helping women teachers learn more about
administration were suggested. "Principal for a day",
having different teachers take on the principal's
responsibilities when that individual is away, can introduce
women to the role of principal and what it entails.

Rotating administrative positions every few years could
allow more interested teachers a chance to experlience these
roles with the knowledge that they were not making a
lifetime commitment to one position.

some of these positions being rotating positions where

you held them foxr, I think it wouid be a grzat sense of

empowerment and also, it’'s easy enough to sit in these

positions and criticize sometimes but let's all have a
chance to do it and then I think we'd reallize a whcle
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lot better the kinds of pressure people are up against
maybe .

Programs such as Leadership 2000 are giving women
teachers the confidence to believe in themselves and their
abilities to hold administrative positions but not all
school districts have implemented such programs. The
current financial situation in the province may reduce the
level of funding allocated to such activities at the school
district level.

The networking process which takes place at the Women
in Educational Leadership conferences held every few months
glves women in or interested in administratlion an
opportunity to meet other women with similar interests. But
only so many women from each school district can attend at
any one time. Again, the level of funding avallable for
conferences may be curtalled in future years. |

Although the participants did not think of becoming
administrators initially, once they had obtained positions
they worked hard to prepare for those positions and took
thelr roles seriously. They indicated that prior positions
of responsibiliity and involvement in community and
profeasional activities wvere important in gaining insight
innto the realities of leadership and organizatlion.

As administrators the partlcipants took thelr
responsibilities seriously and placed a high priority on
doing a good Job at all times. The toplcs that were
introduced give insight into what were considered the

important qualities of administrators and what was lmportant
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to them in carrying out thelr roles as educational leaders.
Considerable focus was placed on good communication and good
personal relationships. Continued involvement with students
was central to many of the discussions. 1t was clear that
most of the particlpants regarded themselves primarily as
teachers and providing a sound education for thelir students
was central to thelr conception of administration. Some
voiced the concern that becoming bureaucratic would be
counter productive. Such a style was seen as opposed to the
collaborative school environment they were creating. Others
discussed the advantage of having a female persona in the
school office. Having both a female and a male as principal
and vice-principal provided a more rounded and complete
leadership for the school. One individual could not meet
all the néeds.

The initlal denial of the existence of barriers or
obstacles by most of the particlipants was interesting.
Similar findings were noted by Schmuck and Schubert (19%6)
in thelr study of female principals in Arizona, Oregon and
Callfornia. 1In the New Brunswick situation the denial could
be an indication that indeed there are no barriers to women
obtaining administrative positions in New Brunswick. Any
wvoman who has the qualifications, applies for the position
and 1s the best candidate, is appointed to the position.

The overall impression of all the participants was that they
had the support of the school district central office.

However these same particlipants described experlences which
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could be considered barriers or obstacles to elither
obtaining a position or functioning successfully as an
administrator.

As this study was conducted with volunteers it is
possible that this group represents only those
administrators who feel positive about their experiences.
It is possible that this group of participants represents
the "favored ones", the ones who are supported and
"promoted" by their school districts and that there are
others who are not favored and are experiencing barrlers.

A comment from one of the participants suggests that
maybe there are some behaviours that are acceptable from
women candidates for administrative positions and some that
are not.

I actually worked with another lady who is a lot more

aggressive in terms of making it know that she has the

ability to be an administrator, is setting out to put
herself in all the right positions, is really kind of
selling herself . . . and she has had problems, she has
yet to get into an administrative role, as a matter of
fact we have interviewed for a couple of the same jobs
I sometimes wonder 1f she's too aggressive, too

demanding and almost telling people that they've got to
give her the job, that she's sort of overselling.

One participant suggested the reason so few indicated

directly they had experienced barriers was because it was

considered lnappropriate to admit to problems.

The two who admitted to facing barriers mentioned
community attitudes---perceptions that a high school
principal is a big, strong man and women can't do it; and

she was becoming more ualified than her husband and this

could lead to a marriage breai-up.
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It may be that barriers and obstacles do exist but the
participants do not identify them as such. Schmuck and
Schubert (1986) noted similar examples. Having stated there
vere no barriers the participants describe situations on the
job where the perceptions of some colleagues and community
members could make the Job more difficult. It is possible
that these perceptions are an indicatlion of a pervasive
culture that says, "Thls is not a Job for women." It is
never spoken, never articulated but 1s always there 1in the
background. The result is a "two pronged effect",
dissuading women from applying for administrative positions
and dissuading communities from appointing women to
administrative positions.

The participants identified family responsibilities and
wvomen's perceptions of themselves as possible reasons for
the low percentage of women in administration in the

province.

It's not by and large what most teachers see themselves
as dolng, being administrators. They see themselves as
being teachers and I think it's something that most
people have the basic kinds of skills probably in
teaching to become quite able administrators. Because
it's an extension of those same skillls that make you a
good teacher that make you a good administrator too.
However, the overall impression of all the participants
was that they had the support of the school district central
office. Most of the barrlers described were among
colleagues and were embedded in others' perceptions of what

was acceptable and what was not. Through their own
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performance on the Job and their determination these women
were bringing their Zdstractors around.

Many who opposed the government bursaries for women
felt that such incentives reinforced the perception that
women could not make it on their own. They saw the
bursaries as contributing to the belief that women were
appointed to administrative positions because they were
women and not because they were the best candidates. There
is evidence of a pervasive attitude that educational
administration is aimale profession, that barring a few
exceptions, men make better administrators than women. The
view that, particularly at the high school level, the
principal must be a 'tough male, able to maintaln control
and exert authority. This suggests a certaln kind of
control and authority, based on "power over" and "fear of".
Whether this conception of leadership 1is appropriate for
school in the 1990s must be examined.

Yet to counteract the impression described above, the
wvomen administrators in the study are gaining support from
their colleagques and winning over thelr opponents. They see
themselves adding other characteristics and dimensions to
the leadership in their schools. They see themselves as
part of a team, with their principals and vice-principals,
which makes for a stronger and more comprehensive
administration. They appear to be bringing qualities to the
practice of administration which benefit students, teachers,

parents and support staff and thereby the whole school
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organization. They are diverting the focus away from the

administrator as a male authority figure, sole leaders and
only decision maker to a broader conception of educational
leadership.

More and more women take graduate level courses in
educational administration at the Unlversity of New
Brunswick, suggesting a growing interest. The Unliversity of
Mew Brunswick 1s making efforts to recruit more women to its
facrrlty. As a result, future teachers have a chance to
interact with women who have obtained advanced degrees. The
:iew Dean of Educatlion is a woman with a PhD in Educational
Administration and four of the six graduate directors in the
Faculty of Education are women, including the graduate
director for educational administration. This means that
the Faculty is represented by a womar and when women enquire
about graduate studies in educational administration, they
talk to another woman.

conclusions

The purpose of thls study was to examine the reasons
for the low representation of women in positions of
educational leadership in the Province of New Brunswick. In
depth interviews were conducted with twenty—niﬁe women
educators to discover what encouraged, motivated and
supported them in thelr careers as educational leaders. 'The
existence of possible barriers and obstacles to obtalining

administrative positions was also discussed.
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From the results of the study it can be concluded that:
1) Most women teachers spend longer in teaching positions
before becoming administrators than men teachers. As a
result they bring a wealth of knowledge and experience to
leadership positions.
2) Most women teachers do not enter teaching with the goal
of becoming administrators. Interest in administration
develops as a result of encouragement from colleagues and
ofher administrators. Their interest in students and the
instructional role continues.
3) Many strategies exist for women teachers to become
familiar with administration but these strategies are not
uniformly available in all school districts.
4) Barriers and obstacles to women becoming educational
administrators do exist. They exist in the form of
attitudes which claim that women cannot do the Job or should
not do the job, particularly at the Junior high school and
senior high school levels; a pervading Iimage that an
effective school administrator is a "tough guy" and
soclety's expectation that women are still expected to
shoulder the major responsibility for homemaking and child
rearing.
5) Long term career planning is not a priority for many
women teachers at the present time.
6) Women are making progress in gainlng access to positlions
in educational administration in the Anglophone school

districts in New Brunswick. 1t will be necessary to watch
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that gains made in the past few years are not wiped out in
years to come.
Inmplications
The results of this study sugcest a rnumber of
strategies which could encourage more women to become

administrators:

i. Encourage women teachers to think about administration
well before positions of become vacant.

2.‘ Actively recruit women teachers for leadership
positions.

3. Let women teachers know all the skills they do have,
including the Qalue of the skills they have acquired
while ralsing a family. Take a look at what women
bring to administration and value those gqualities.

4., Encourage women to become ilnvolved in various
professional organizations and professional development
workshops.

5. Contlinue to support these workshops and professional
organlzations.

6. Continue to bulld and extend the networks initilated
through such organizations as Women in Administration.

7. Demystlify educational adminlstration by describing and
explaining what is involved and by giving women
teachers the opportunity to become involved in

administrative tasks in the schools.
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8. Project the image of an educational leader which
includes and values the qualities of humanity,
cooperation and sensitivity.

9. Encourage alternative school structures which include
participative decision making and the development of

leadership skills for all teachers.
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